CASE STUDY - 08

Protecting Client Trust Through
Operational Continuity

ROLE: OPERATIONS & WORKFLOW IMPROVEMENT

CONSULTANT

THE CHALLENGE

In a construction and infrastructure consulting engagement, invoices were routinely
reaching clients two to three months after project completion. The visible problem
was aging receivables. The underlying challenge was operational: project
information was losing continuity as it moved between field teams, project
managers, approvals, and billing—creating compounding friction at every handoff.
By the time invoices arrived, project context had faded, documentation required
additional explanation, and in some cases client personnel had changed. One
client entered bankruptcy while older invoices were still outstanding, putting earned
reimbursements at real risk.

THE APPROACH

Rather than focusing solely on processing aging invoices, the work addressed the
upstream workflow that was creating the delays. The objective was straightforward:
ensure project information reached the appropriate people early enough that
invoices could be prepared and delivered while project work was still current.

This meant improving the continuity of handoffs between project teams, project
managers, billing, and the client—creating a consistent operational rhythm rather
than a series of disconnected steps that each introduced delay.

KEY DELIVERABLES

¢ Upstream workflow assessment and gap analysis

* Handoff process improvements between field, PM, and billing
¢ Invoice readiness standards and documentation protocols

¢ Aging receivables reduction strategy

* Operational cadence and reporting rhythm

¢ Client-facing continuity framework

OUTCOMES

Invoices began reaching clients within the first seven business days of the month
rather than months after project completion. Aging receivables decreased. Project
managers spent less time reconstructing historical work. Billing became more
predictable. Supporting documentation was easier to validate because project
context had been preserved—and clients could connect invoices to work they still
remembered, reducing questions and accelerating payment.

IMPACT AT A GLANCE

REDUCED AGING
RECEIVABLES

FASTER, CLEANER
INVOICING

PROTECTED CLIENT
RELATIONSHIPS

CORE SKILLS
Process Improvement
Operations Management
Workflow Analysis
Business Analysis

Client Relationship
Management
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CASE STUDY - 08 - OPERATIONAL TRANSFORMATION

How Upstream Workflow Improvement Protected Cash Flow and Client

Confidence

BEFORE - AFTER

BEFORE

Invoices arriving 2—3 months after project
completion

Project context lost by the time billing was
initiated

Project managers reconstructing history from
memory

Clients receiving documentation that required
re-explanation

Aging receivables creating real recovery risk

AFTER

Invoices delivered within 7 business days of
month-end

Project information preserved through
consistent handoffs

Project managers focused on current work,
not historical reconstruction

Clients connecting invoices to work they
still recognized

Predictable billing cycle reducing
organizational friction
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CONSULTING PROCESS

Workflow Discovery

Map how project information moved from field
to billing

Handoff Analysis

Identify where continuity was breaking down
and why

Root Cause Isolation

Separate invoice symptoms from upstream
process failures

Process Redesign

Improve handoff cadence between teams and
functions

Documentation Standards

Establish invoice-readiness protocols and
validation checkpoints

Operational Rhythm

Embed consistent cadence supporting timely,
accurate billing

CLIENT VALUE DELIVERED

Protected Cash Flow

Faster invoicing meant earned revenue was collected while
was still legally and relationally recoverable—reducing
write-off risk.

Preserved Client Confidence

it

Invoices arrived while project work was still familiar, reducing

client questions and the friction of reconstructing completed
work.

Reduced Internal Effort

Project managers and billing staff spent less time on
historical reconstruction and exception handling—freeing
capacity for current work.

More Predictable Operations
A consistent invoicing rhythm created operational stability
that improved planning, forecasting, and team coordination.

Stronger Organizational Resilience

Improved handoff continuity reduced the organization's
vulnerability to personnel changes, client transitions, and
collection disputes.

"Timely operational workflows do far more than improve efficiency. They protect client

trust—and preserve the value organizations have already earned."
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STRUCTURAL CLARITY™

Helping organizations improve execution through better systems, governance, documentation,

Al-enabled workflows, and operational design.

"Great operations are often invisible. Their success is measured not by dramatic rescues,

but by the absence of unnecessary friction."

AREAS OF PRACTICE

Program & Project Management

Designing the structures, reporting, and governance
that allow complex programs to execute with clarity.

Process Improvement & SOP Development

Standardizing how work gets done so execution quality
doesn't depend on who's doing it.

Grants Management & Program Delivery

Designing and sustaining grant-funded programs with
the compliance, documentation, and operational rigor
they require.

Cindy Jeffrey, MA, PMP, LSSGB

Al-Enabled Operations

Building practical Al workflows, prompt libraries, and
documentation systems that teams can actually use.

Executive Reporting & Decision Support

Creating the visibility infrastructure that helps leadership
make faster, better-informed decisions.

Organizational Diagnostics

Identifying the structural patterns — not surface symptoms
— that slow execution and limit organizational
performance.

cindyjeffrey.com

Program Management - Process Improvement - Al-Enabled Operations - Organizational

Diagnostics
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